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Letter from our Global Head of  
Asset & Wealth Management,  
Joe Morant 

Scaled AI Adoption and Value Realization

In 2026, AI moves from experimentation to scaled deployment. Across asset 
management, wealth and asset owners, leadership teams are focused on delivering 
measurable outcomes — improving productivity, strengthening risk oversight 
and enhancing decision quality. AI is being embedded across research, portfolio 
analytics, sales intelligence, advisor workflows and finance operations. The 
priority is no longer proof of concept but value realization, supported by stronger 
governance, model controls and secure integration with core data platforms. 
Firms that align AI investment with clear business use cases and operating model 
change will differentiate.

Whole-of-Fund Integration and Public–Private Convergence

The continued expansion of private markets and multi-asset strategies is 
accelerating the need for integrated portfolio oversight. Asset Owners are 
operationalizing Total Portfolio Approaches, linking risk, liquidity and exposure 
across listed and private holdings. Asset Managers are enhancing cross-asset 
analytics and execution discipline, while wealth firms expand alternatives with 
tighter suitability and liquidity controls. Underpinning this convergence is the 
requirement for trusted, decision-grade data — supported by stronger master 
data management, unified analytics layers and clearer ownership. Firms that 
successfully integrate public and private market capabilities will gain agility 
without increasing fragility.

Operational Simplification, Productivity and Resilience

Persistent fee pressure and cost constraints are driving structural simplification 
rather than incremental cost cutting. Firms are consolidating fragmented 
technology estates, strengthening data foundations and redesigning processes 
to reduce manual intervention and operational risk. Wealth firms are prioritizing 
front-office productivity and scalable client service models. Asset Managers and 
Asset Owners are investing in platform stability, liquidity tooling and improved 
third-party oversight. Operational resilience — across technology, data and vendor 
ecosystems — is increasingly viewed as a competitive advantage, enabling growth 
while protecting margins and maintaining regulatory confidence.

Governance, Regulatory Divergence and Risk Discipline

Regulatory expectations continue to diverge across regions, requiring firms 
to balance global consistency with local responsiveness. Implementation of 
evolving European frameworks, sustainability requirements and AI governance 
standards is increasing scrutiny on compliance, liquidity oversight and reporting 
transparency. Risk and compliance functions are embedding earlier in product 
and technology design, strengthening AI governance, cyber resilience and 
regulatory automation. Sustainability teams are under pressure to demonstrate 
commercial value and tighter alignment between investment practice and client 
messaging. Strong governance and disciplined oversight are essential to sustain 
innovation and maintain trust.

2026 INDUSTRY THEMES

2025 marked a year of 
consolidation for the 
Asset and Wealth 

Management industry. Firms continued to 
invest in Artificial Intelligence (AI), data 
platforms, private market capabilities and 
digital delivery while navigating persistent fee 
pressure, regulatory divergence and geopolitical 
uncertainty. Markets proved resilient, yet growth 
became increasingly dependent on disciplined 
execution and clarity of strategic focus. As 
capabilities matured, leadership attention 
shifted from experimentation toward embedding 
change in a controlled and sustainable way.

Looking ahead to 2026, the environment remains competitive and more constrained. 
Distribution access is tightening, client expectations are rising, and regulatory scrutiny 
across technology, liquidity and sustainability continues to intensify. While innovation 
remains central to strategy, firms must now demonstrate measurable returns from recent 
investments. Those with strong data foundations, simplified operating models and 
disciplined capital allocation will be best positioned to translate opportunity into durable 
performance.

The key industry themes shaping 2026 reflect this shift toward execution at scale. AI is 
moving from pilot to production, with greater focus on governance and value realization. 
Public and private market convergence continues, requiring integrated risk, liquidity and 
data capabilities. Operational simplification and cost transparency are rising in importance 
as firms seek productivity gains without increasing fragility. At the same time, regulatory 
responsiveness and strengthened governance frameworks remain essential as regional 
divergence persists.

Our Outlook

Asset Management, Wealth & Retail and Asset Owners — and the practical priorities guiding 
their investment and transformation agendas. Structured around CEOs, CIOs, COOs and 
functional leaders within each segment, the insights reflect the decisions firms are making 
to strengthen performance, embed innovation and position themselves for sustainable 
growth. These perspectives are drawn from extensive engagement with global leadership 
teams throughout the year.
Thank you for reading our 2026 Outlook. We look forward to continuing the conversation in 
the months ahead.
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Chief Executive 
Officer

Prioritizing control over allocation and 
margin through vertical integration 
and targeted M&A as consolidation and 
centralized propositions tighten shelf access

Moving from AI pilots to scaled deployment, 
with a focus on securing the talent required 
to deliver sustainable efficiency gains. Only 
9% of firms have reached a stage where AI 
is being used to predict outcomes or build 
prescriptive analytics¹

Reassessing geographic exposure and 
portfolio positioning in response to 
heightened geopolitical risk

¹ Source: Alpha FMC Digital Survey 

Talent Shift

Investing in new skill sets and operating roles, 
including AI engineers, data scientists, MLOps, 
product owners and client-facing professionals 
with hybrid technical capabilities

Partnerships and Targeted M&A

Pursuing partnerships and selective acquisitions to 
add investment capability, access new distribution 
channels and secure longer-term capital, as CEOs 
look to accelerate growth and reduce reliance on 
organic build alone

Specialist Compliance Infrastructure

Investing beyond core investment systems into 
firm-wide compliance, risk and governance 
capabilities in response to heightened regulatory 
scrutiny, including the FCA’s 2025 portfolio 
priorities, to ensure sustainable growth and 
protect distribution access

Chief Executive Officers (CEOs) enter 2026 
operating in a more constrained and fragmented 
growth environment. Near-term priorities focus 
on protecting distribution access and margins as 
consolidation, centralized investment propositions 
and platform gatekeepers tighten shelf space. 
This is driving greater emphasis on vertical 
integration, targeted M&A and improved control 
over allocations, alongside a shift from AI pilots 
to scaled deployment that demands changes 
to the underlying operating model. Heightened 
geopolitical risk is further increasing regional 
dispersion, requiring more active geographic and 
portfolio positioning.

Looking ahead, CEOs must refine strategic direction 
more frequently while remaining anchored to a 
clear three-to-five-year ambition. As ‘everything-
to-everyone’ models become untenable, CEOs 
are sharpening proposition focus while investing 
in new organizational capabilities, selective 
partnerships and strengthened regulatory and risk 
frameworks to sustain growth and relevance.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Financial 
Officer

Protecting repeatable profitability amid 
fee pressure through tighter control of 
product- and channel-level economics

Allocating capital more selectively across 
organic investment, M&A and returns 
while preserving balance-sheet flexibility

Using MI to establish a single, fact-based 
view of profitability, growth and risk to 
support credible management decisions

Data & Analytics Platforms

Enabling real-time visibility on profitability, 
flows and capital through modern data 
infrastructure and EPM tooling

Regulatory Infrastructure

Automating compliance and regulatory reporting 
to reduce operational risk and manual burden as 
complexity increases

AI-enabled Finance Automation

Using AI agents and workflow automation 
to augment finance teams, improving 
productivity and decision quality while 
retaining human judgement

Chief Financial Officers (CFOs) enter 2026 focused 
on defending earnings quality in a more volatile, 
fee-pressured environment. Near-term priorities 
center on protecting repeatable profitability through 
tighter control of economics, more selective capital 
allocation across organic investment, M&A and 
shareholder returns, and preserving balance-sheet 
flexibility as flows and markets remain uncertain. 
A core focus is establishing a single, decision-grade 
view of profitability, growth and risk to support 
credible management and board decision-making.

Looking ahead, CFOs are prioritizing resilience over 
forecasting, stress-testing liquidity, capital and 
profitability across downside scenarios rather than 
relying on macro calls. This is driving sustained 
investment in modern data and analytics platforms, 
scalable regulatory infrastructure and AI-enabled 
finance automation to improve control, speed and 
decision quality without sacrificing judgement, 
though 58% of firms agree that sourcing talent with 
the right skills remains a significant obstacle to 
delivering these platforms effectively¹.
¹ Source: Alpha FMC Digital Survey 

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Investment 
Officer

Completing Total Portfolio Approach 
transformations by integrating robust 
analytics and data foundations with effective 
governance, incentives, and cultural change

Adopting modular architectures – in many 
cases those based on a core ‘front to back’ 
hub - are differentiating due to their strong 
enterprise data platforms allowing for faster 
more agile API integrations

Improving execution discipline and 
implementation governance to ensure 
strategic ambition translates into realized 
investment outcomes

AI to Become Mainstream /  
Investment & Decision Intelligence

Embedding AI across investment research, portfolio 
construction, risk management, and operations to 
improve decision quality, speed, and scalability. 
Investments is now the most common focus area for 
AI POC implementation¹

Digital Assets and Tokenization /  
Market Infrastructure innovation

Exploring tokenization and digital asset 
infrastructure to enhance liquidity, settlement 
efficiency, and access, while maintaining disciplined 
approaches to regulation, risk, and client demand

Consolidation, Partnerships, and 
Ecosystem Integration / Operating 
Model Evolution

Leveraging partnerships, selective consolidation, 
and broader ecosystem integration to access 
specialist capabilities, accelerate innovation, and 
manage cost pressures

¹Source: Alpha FMC GenAI Pulse Survey

2025 represented an evolution rather than a 
revolution for global Chief Investment Officers 
(CIOs), with alternative investments, the Total 
Portfolio Approach, and the increased adoption 
of AI making measured progress but not yet 
achieving widespread transformation.

2026 will continue the shift away from traditional 
assets and investing paradigms, often through 
nuance within established markets and practices 
rather than wholesale change. ETFs will further 
expand CIOs flexibility through active, buffered, 
thematic, and more specialized structures.

Looking further ahead, data will increasingly be 
recognized as a critical enterprise-wide asset. 
Firms with strong data platforms and cultures 
will be best positioned to exploit AI and other 
innovations such as automation, low-code 
technologies, and broader digitization.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Operating 
Officer

Building global, scalable operating models that 
support cost reduction, compressed operational 
timelines and resilience to geopolitical and 
market disruption

Building on earlier data clean‑up efforts, COOs 
are now focused on leveraging AI and GenAI 
to improve client service, drive efficiency and 
deliver cost benefits, underpinned by strong 
data architecture and internal capability

Integrating public and private assets and 
building future‑proofed operating models to 
support the continued rise of ETFs and evolving 
client demands, while preserving efficiency

Operational Efficiency

Continuing to strengthen the base operating model 
through simplification, automation and sourcing 
decisions to drive sustainable efficiency and cost 
reduction, with 51% of firms continuing to prioritize 
cost optimization initiatives¹

Supporting Product

Enhancing operational capability to support 
new product launches, new asset classes and 
evolving fund structures

Data Enhancements

Investing in foundational data layers required to 
unlock broader AI and automation capabilities now 
available, with 63% of firms seeing data management 
and quality as a pain point and therefore a priority 
item to unlock greater efficiency¹

¹Source: Alpha FMC Global Operations Survey

Against a backdrop of heightened geopolitical 
uncertainty, Chief Operating Officers (COOs) 
are focused on operational resilience and 
preparedness across technology, people and 
vendor ecosystems.

Europe’s transition to shorter settlement cycles, 
in line with the US, is sharpening the focus on 
operational efficiency and accelerating reliance 
on technology, reinforcing the need for scalable 
operating models.

The ability to efficiently service more complex 
operating models and client demands remains 
critical. Talent is coming to the forefront as COOs 
prioritise skills to support AI‑driven change, 
while the continued rise of ETFs and private 
assets is reshaping operating models without 
sacrificing efficiency.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Technology 
Officer

Addressing fragmented systems and data 
challenges, leading asset managers are focusing 
on data integration and cloud migration. Tech 
budgets are increasing at a compound annual 
growth rate (CAGR) of 4% with most of this 
additional spend landing in Run activities, 
constraining the budget available for innovation¹

Moving from experimentation of AI 
investments to value realization and 
delivering concrete business outcomes by 
mapping AI investment to specific value 
streams

Improving cybersecurity and technology 
resiliency to avoid disruptions like the major 
AWS and Microsoft Azure outages that impacted 
global operations in past year

¹Source: Alpha FMC Global IT Benchmark

Platform Consolidation

Reducing duplicated front-to-back tech and data 
platforms to break down operational silos and 
establish shared capabilities, including common 
data services and semantic layers, lowering run 
cost and delivery risk

Analytics and Workforce Transformation

Prioritizing Front Office teams for analytics by 
equipping them with Excel-like tools automatically 
populated with governed data and AI capabilities, 
supported by targeted literacy programs, reducing 
manual reconciliation and shifting roles toward 
insight and automation

AI Security and Governance

Building Agentic AI infrastructure and Model 
Context Protocol (MCP) capabilities, supporting 
the development, deployment, and securing of 
production-grade AI applications, enterprise 
architects etc.

For Chief Technology Officers (CTOs), 2025 was the 
year of adding new demands onto already complex 
technology estates. AI proofs of concept, private 
markets build-outs and regulatory fixes were 
layered onto aging IBOR / ABOR, OMS and data 
platforms, with limited opportunity to simplify 
what was already there. Many firms invested 
in cloud and data foundations, but day-to-day 
operations still rely on fragile integrations, manual 
reconciliations and disparate data.

In 2026, the focus shifts to making the core stack 
stable, simpler and predictable, so it can absorb 
regulatory change, AI adoption and private markets 
growth without constant operational issues. Over 
the next 12 months, the practical challenge is 
sequencing platform consolidation, data operating 
model work and mandatory regulatory change in a 
way that genuinely reduces exceptions and manual 
effort, rather than creating another layer of short-
term fixes.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Data 
Officer

Strengthening the front-to-back data layer by 
standardizing core data definitions, ownership 
and usage rules, so investment, risk and 
performance teams work from consistent, 
explainable data rather than reconciling multiple 
versions of the truth

Treating data governance as a strategic priority 
and foundational for AI readiness, with clear 
accountability, ownership assigned to teams 
closest to the data, with explicit authority to 
define, govern, and evolve data products—
including definitions, quality rules, SLAs, and 
access expectations

Managing data as decision grade Data Products, 
evolve how teams think about data as a 'product' 
that is intentionally designed for specific 
decisions, with clear consumers, quality 
expectations, and support models

Data Strategy and Infrastructure

Prioritizing investment in cloud native flexible data 
infrastructure to support the acceleration of public-
private market convergence and listed multi-asset 
strategies, which creates significant integration 
challenges for data platforms and tech stack

Real Time and User-facing Analytics

Investing in governed data hubs, lineage and shared 
semantic layers, alongside governed analytics tools 
that allow users to explore data safely without 
creating new silos or breaking controls

Master Data Management

Investing in establishing golden source for key 
reference data sets across public and private 
markets data and operational teams to support 
overall risk exposure, total portfolio view and 
consolidated view across different data domains

In 2026, we expect Chief Data Officers (CDOs) to 
double down on a few interconnected priorities. 
Data quality and governance will take center 
stage as firms race to build AI-ready foundations, 
recognizing that GenAI investments fail without 
trustworthy underlying data, driving focus on 
lineage, stewardship, and quality controls. 

Cloud-native architectures will see accelerated 
deployment and adoption as public-private 
market convergence forces firms to handle 
increasingly diverse asset types within unified 
platforms. Real-time analytics and governed 
self-service BI will become more important and a 
necessity, with CDOs balancing democratization 
against the risk of ungoverned data sprawl. 
Finally, forward looking firms are establishing 
tokenization-ready infrastructure, such as 
standardized schemas, provenance tracking, and 
interoperable data models.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Head of Sales

Redesigning coverage, segmentation, and 
sales priorities around client needs to drive 
relevance and deeper, relationship-led 
engagement

Turning client and sales data into clear, 
actionable guidance that improves 
prioritization, cross-sell effectiveness, and 
consistency across sales teams

Seeking ways to scale personalized, relevant 
engagement while reducing manual effort 
and preserving the human elements that 
matter most to clients

Client-Led Coverage Models

Redesigning coverage, segmentation, and account 
strategies to enable more personalized engagement 
and deeper, relationship-led growth across priority 
client segments

Digital-First Sales Execution

Embedding digital channels and workflow 
automation into day-to-day selling to improve 
productivity, consistency, and scalable client 
engagement

AI-Driven Sales Intelligence

Applying advanced analytics and AI to surface sales 
signals, guide prioritization, and expand sales 
copilots to deliver more informed, timely client 
interactions. Two thirds of firms are still in descriptive 
analytics/dashboards, rather than progressing into AI¹

¹Source: Alpha FMC Digital Survey

In 2026, sales leaders across the asset management 
industry will face a more fundamental challenge than 
expanding distribution or increasing product breadth. 
Growth is increasingly constrained by relevance, and 
delivering personalization at scale is becoming essential 
as clients expect sales teams to understand their 
context, engage with purpose, and add value in every 
interaction.

Sales is no longer just about getting products in front of 
clients. Across both institutional and wealth channels, 
clients expect sales conversations that are informed, 
relevant, and tailored to their needs, rather than one-
size-fits-all product messaging.

Data and personalization now sit at the center of how 
sales teams operate and support the client journey. 
Having access to data is no longer the differentiator. 
The differentiator is using insights to focus time, shape 
conversations, and deliver consistent, meaningful 
engagement across digital and in-person channels.

Technology enables this shift, but results in 2026 will 
be defined by execution. The firms that succeed will be 
those that ensure these capabilities actually change how 
sales teams prioritize, prepare, and engage with clients.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Head of Client 
Services

Embedding insight-led servicing as a 
core capability, rather than a future 
ambition

Delivering consistent, context-aware 
engagement across clients and 
channels without proportional growth 
in manual effort

Understanding cost-to-serve by client 
segment, product, and interaction 
type, and explicitly linking service 
activity to retention, growth, and risk 
mitigation outcomes

Modernize Service Models

Redesigning service tiers, engagement models, 
and operating structures to deliver more proactive, 
personalized, and value-driven client experiences

Integrated Service Platforms and  
Client Reporting

Investing in unified service platforms, workflow 
automation, and client reporting capabilities to 
improve consistency, transparency, and operational 
efficiency across channels. Twice as many firms are 
increasing budgets than reducing in distribution and 
client-related technology¹

AI-Enabled Service Automation

Deploying agentic AI to handle repeatable interactions, 
accelerate case resolution, and free up capacity for 
higher-value, relationship-driven service

¹Source: Alpha FMC Digital Survey

The technology landscape has rapidly transformed Client 
Services from reactive support into a strategic, outcome-
driven capability. At the same time, heads are challenged 
by rising client complexity, expectations, and constrained 
economic headroom. This has redefined the remit and 
strategic priorities of Heads of Client Services, with 
significant organizational and architecture implications. 

Client Services is expected to operate further upstream 
of engagement through pre-emptive communication and 
proactive outreach when conditions change. This requires 
systematic capture of behavioural and sentiment insights 
from client interactions. These insights both shape 
service design and become a critical intelligence layer for 
the wider business, directly supporting retention  
and revenue. 	

Further, service scalability is now table stakes, 
personalization at scale is the differentiator. Automation 
is absorbing repeatable interactions, enabling consistent, 
context-aware engagement across channels without 
proportional growth in manual effort, and driving a shift 
toward integrated service platforms and a smaller, more 
highly skilled workforce.

An impact of the above is growing pressure to be able to 
quantify cost-to-serve and the dollar impact of CX, and to 
link service activity directly to retention, growth, and  
risk mitigation.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Marketing 
Officer

Standing out from the crowd by investing 
in creativity at every touchpoint, catching 
investors’ attention versus managers 
relying solely on content

Cutting through the noise by focusing only 
on topics where managers can add value 
with credibility and authority

Embracing AI to streamline internal 
processes and reshape the client experience 
on the journey to full personalization. AI 
enhances efficiency & scalability which 
firms cite as the n.1 ranked requirement for 
investing in Digital / Martech¹

¹Source: Alpha FMC Digital Survey

Brand Strategy

Being both bold and characterful in messaging 
and the client experience, and consistent in 
their delivery, removing the fragmentation that 
is undermining brand presence

Campaigns and Creativity

Investing in research and client insights to 
drive more effective campaign creativity and 
execution to improve engagement and ROI in 
cross-sell and new audience initiatives

Websites for a Generative AI World

Adapting and evolving websites and digital 
infrastructure for a new era of generative search 
and personalized client experience

Chief Marketing Officers (CMOs) are focused on 
cutting through the noise to engage new and 
existing audiences. Their challenge is doing so 
in a way that is efficient, delivers results and 
demonstrates true ROI within their existing 
budgets.

Brand building is a strategic priority for asset 
managers of all sizes, with larger firms also 
investing in client intelligence to power data-driven 
market strategies and innovation.

Digital delivery and the ability to scale are 
additional areas of potential spend, as are driving 
efficiency with AI, technology and automation 
programmes.

Finally, different product sets require different 
approaches; CMOs will need to focus on new 
initiatives e.g. attracting retail investors into  
ETF ranges.

Expected areas 
of investment

What are 
industry leaders 
focused on?

TH
E 

B
R

IE
F 

FO
R

 2
0

26

Asset Managers

26

11



Head of Product

Capturing flows through timely launches of in-
demand and competitive products to drive AUM 
growth and outpace competitors

Building a skilled and effective product team 
with deeper knowledge and fluency around 
priority product types. 60% say customization 
options are differentiators for new clients¹

Leveraging technology built on the right data 
foundations to launch products faster and 
improve product lifecycle decision-making. 
Firms with defined workflows, launch products 
one month faster than those that describe their 
workflows as manual¹

Launching New Growth Vehicles

Expanding private market offerings and model 
portfolio strategies to accelerate product launches 
and capture new flows across institutional and 
wealth channels. 76% firms say new launches is 
their prime focus, up from 57% in 2024¹

Product Lifecycle Management 

Strengthening lifecycle governance, product 
analytics, and ongoing monitoring to improve 
time-to-market, regulatory control, and 
commercial performance

Digital Product Innovation

Exploring tokenization and digital fund structures 
to improve distribution efficiency, accessibility, 
and future product innovation

¹Source: Alpha FMC Product Survey

Through 2026, product shelves are expected to 
continue expanding, where new product launches 
are the primary focus for many Heads of Product. 
With active ETFs, alternatives and model portfolios 
emerging as core growth priorities, firms are 
focusing on ensuring their operating models can 
support the complexity introduced by these product 
types and vehicles while focusing on optimizing 
their product development and launch processes to 
accelerate time to market. 

Product teams must ensure they have the right 
foundations in place including the right skillsets, 
optimized product lifecycle processes, a centralized 
product data foundation, and increased automation 
in BAU activities to ensure they have the capacity to 
focus on these launches and see launches translate 
into flows and revenue, without having this 
complexity hurt profitability. 

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Head of Risk

Implementing comprehensive AI 
risk governance and bolstering 
defences against cyber threats to 
safeguard operations

Refining liquidity management 
practices in alignment with 
upcoming regulatory changes to 
preserve investor confidence

Deepening ESG integration and 
transparency to meet evolving 
standards and attract sustainability-
focused capital

Expanding Technology and Tokenization 
Capabilities

Capital will flow into upgrading AI risk governance, 
cyber-resilience infrastructures, and blockchain-based 
platforms. These investments are essential not only to 
mitigate digital risks but also to unlock new efficiencies 
via asset tokenization

Enhancing Compliance and Risk Controls

Asset managers will dedicate efforts to strengthen their 
governance frameworks. Emphasis on liquidity oversight 
and improved reporting mechanisms will shift regulatory 
compliance towards a strategic asset

Advancing Sustainable Finance Efficiency

With evolving regulatory frameworks such as SFDR, 
firms will focus on integrating ESG criteria into more 
transparent and streamlined investment processes and 
disclosures. This focus aims to enhance value creation 
and meet rising investor demand for responsible 
investment solutions

The asset management industry in 2026 will confront 
a dynamic and increasingly complex environment. 
Regulatory updates, notably the implementation 
of AIFMD II and UCITS VI, will raise standards for 
governance, liquidity oversight, and transparency, 
requiring firms to rethink their compliance strategies 
as opportunities rather than burdens. 

Simultaneously, the rise of artificial intelligence 
adoption introduces fresh operational risks and 
cybersecurity challenges, underscoring the need 
for strong oversight frameworks. Geopolitical 
uncertainty and liquidity pressures, particularly in 
the private debt sector, will compel risk leaders to 
sharpen their tools for resilience. 

Additionally, developments in asset tokenization 
will revolutionize fund accessibility and efficiency, 
while sustainable investing will solidify its 
role as a core pillar, driven by streamlined ESG 
regulations. Navigating these shifts with agility and 
technological investment will be critical to robust 
risk management and sustainable growth.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Head of 
Compliance

Focusing on holistic product compliance 
through the bringing together of 
fragmented and siloed processes and data; 
utilizing data visualization and workflows

Enhancing global alignment of operating 
models to leverage greater efficiencies, 
accuracy and consistency across regions, 
despite a headwind of regulatory divergence 
and discrepancies

Utilizing key AI and automation use cases, 
such as regulatory horizon scanning and AI-
assisted reviews of marketing and reporting 
documents, to achieve similar outcomes with 
lower effort

Technology Enablement

Expanding use of AI and automation to enable 
technology-driven improvements, freeing up 
individuals to focus on value added advisory 
activities

Upskilling Compliance Functions

Upskilling compliance functions by developing 
deep subject matter expertise in key regulatory 
areas, combined with technology knowledge and 
skills, to adopt new ways of working and act as a 
valuable advisor to the business

Outsourcing / Vendors

Supporting growth and cost-saving objectives, 
we expect greater use of outsourced services and 
vendors for aspects of compliance activities by 
leveraging specialist vendors or taking additional 
services from strategic service providers

In 2026, compliance functions operate in a fragmented 
global regulatory environment. Europe continues to 
layer prescriptive requirements and technical standards, 
while the UK and US favor principles-based frameworks 
that aim to support innovation and growth. Firms 
must balance local complexity with global consistency, 
designing operating models that respond to both the 
letter and intent of divergent regulators whilst trying to 
operate efficiently.

Compliance priorities are increasingly product-centric. 
Compliance teams are expected to support product 
design, governance, and investor communications early, 
requiring greater specialist product and investment 
knowledge. Leading firms embed Compliance across all 
stages of the business and product lifecycle to provide 
real value. Greater technology literacy and skills are 
necessary with evolving practices, combined with 
traditional regulatory and compliance knowledge  
and expertise. 

Operational pressures are also intensifying. Effective 
functions simplify control frameworks, selectively 
implement automation and AI to gain efficiencies 
and focus on value-adding tasks; selectively leverage 
outsourcing or shared service models to optimize 
resources.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Head of 
Sustainability

Ensuring their Sustainability function 
brings commercial value, is aligned to the 
business strategy and client sentiment, 
across listed and private assets

Streamlining and automating Sustainability 
reporting in an efficient way and evidencing 
alignment to firm’s strategy through the 
different Sustainability frameworks (50% of 
firms say that Sustainability data is currently 
a key target area for cost reduction¹)

Maintaining focus on sustainability risk 
management (subject to high regulatory and 
client scrutiny) to ensure alignment between 
sustainability communications/client facing 
materials and sustainability practices 

¹Source: Alpha FMC Data Cost Survey

Automation and Simplification 

Investing in automated and simplified 
solution with AI being the enabler of 
Sustainability process improvements (e.g. 
streamlining of manual tasks)

Value-Adding and Efficient 
Sustainability Function

Performing analysis to ensure maximum 
value add and linking operating model to 
strategy outcomes and client needs

Investor Messaging

Enhancing the controls and alignment 
between investment and operational practices 
and claims, marketing and comms to reduce 
exposure to greenwashing

2026 is posed to be another challenging year for 
Heads of Sustainability with an increasing polarized 
and fragment sustainability landscape, particularly 
in relation to sustainability messaging with 
investors. Some asset managers have deprioritized 
Sustainability and are facing investor pressure 
to change their strategy and messaging around 
it. Overall, there is a shift toward operating more 
efficiently while more clearly demonstrating how 
sustainability supports their firm’s broader business 
strategy. This will require greater transparency 
around the value that Sustainability teams deliver. 
Ongoing cost pressures will also remain a key 
consideration, requiring further evolution of 
Sustainability Operating Models.

At the same time, a moderation in the pace of new 
sustainability regulations will provide an opportunity 
for leaders to more deeply embed sustainability into 
business-as-usual processes and to better articulate 
the link between sustainability initiatives and 
financial materiality. Additional efficiencies will 
be achieved through the targeted application of 
automation and artificial intelligence, supported by a 
fit-for-purpose ESG data management framework.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Asset Servicers

Solving data integration across public and 
private assets to enable a true total portfolio 
view, support private market growth and 
unlock scalable data‑led propositions 
beyond traditional servicing

Closing the 'AI communication gap' - with 
growing client scrutiny on tangible ROI, cost 
reduction and service quality improvements 
- Asset Servicers must better articulate the 
value their AI investments bring to clients

Responding to consolidation and changing 
client dynamics, as large managers rationalize 
providers and mid‑sized firms emerge as 
the primary growth opportunity, favoring 
standardized, platform‑based delivery models

Public / Private Data Consolidation 

Integrating successfully public and private assets 
data remains an unresolved challenge. Servicers 
are investing in enterprise data platforms to enable 
a total portfolio view, but tangible client value is 
still emerging

Broader Asset Class Coverage

Growing demand to support ETFs, ETCs, complex 
structures and digital assets is increasing 
operational complexity. Scalable, platform‑led 
servicing models are required to support product 
innovation at scale

Resilience, Platform Protection and 
Delivery Credibility

Prioritizing operational resilience, cyber security 
and consistent delivery at Board‑level. As clients 
consolidate providers, protecting platform stability 
and execution credibility is critical to sustaining 
trust and long‑term partnerships

Asset Servicers enter the year facing a familiar but 
intensifying challenge - clients demanding more 
data, bringing more complexity, but without a 
commensurate increase in fees. While no provider 
has yet fully solved the end‑to‑end data challenge 
at scale, firms continue to invest heavily in 
response to Asset Manager demands. 

Technology‑led models are accelerating 
consolidation as asset managers seek fewer 
providers, shared platforms and clearer 
accountability, even as some selectively bring 
complex functions back in‑house. 

Differentiation is rebalancing from service breadth 
towards delivery credibility, with implementation 
capability, partnership mindset and demonstrable 
outcomes (rather than vision alone) increasingly 
determining provider selection.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Operating 
Officer

Establishing an investment platform and 
architecture that supports optionality, 
enabling efficient onboarding of partners, 
outsourcing services, and best‑in‑class 
solutions to deliver a flexible and 
competitive operating model

Designing scalable operating models (with 
clearer accountability, service boundaries, 
and capacity planning) that can absorb 
growth and product complexity, supported 
by improved operational intelligence from 
incident and exception data. 40% of Asset 
Owners cite integration of private and public 
markets operations as a key challenge¹

Simplifying and standardizing back-
office processes to enable more effective 
partnering and outsourcing while reducing 
cost-to-serve, including clearer definitions 
of standard work versus exception handling 
that can be transferred to managed services

¹Source: Alpha FMC Global Operations Survey

Investment in Strategic Investment Platforms

Investing in the strategic transformation of technology 
architecture through strategic partnerships with leading 
third-party technology and service providers enables 
the move towards more sophisticated ‘Whole of Fund’ 
investing and provides necessary scale and operational 
risk reduction

Outsourcing / Managed Services Redesign

Redesigning processes to make services outsourceable 
(clean handoffs, standard inputs/outputs, service 
measures), rather than outsourcing existing complexity. 
AI-assisted analysis of tickets and exception patterns 
is used to define exception taxonomies, clarify service 
boundaries, and improve outsourcing readiness

Operational Resilience & Third-Party Oversight

Strengthening monitoring of process health and 
dependencies, break management, and governance 
of vendor/partner risk and performance. AI is used 
to improve timeliness and consistency of operational 
reporting and reduce reliance on manual collation

Chief Operating Officer (COO) priorities in 2026 will 
continue to be shaped by two simultaneous pressures: 
operational risk reduction and scalability. Operational 
risk is increasingly linked to fragility in end-to-end 
processes, from manual reconciliations, spreadsheet 
dependency, inconsistent controls, to break 
management that is only visible late in the cycle. 

In accumulation and high-growth markets (e.g. 
Australia, parts of MENA), the COO agenda is 
heavily focused on scaling service delivery without 
proportional headcount growth, which requires 
making deliberate decisions about activities that must 
remain core versus those that can be industrialized 
through partners. In more stable markets (e.g. 
Canada), the emphasis is often simplification 
e.g. reducing process complexity and technology 
fragmentation and improving unit cost through 
standardization and potential outsourcing. 

Across both contexts, leading funds are applying 
AI within controlled workflows to reduce manual 
effort, accelerate break resolution, and improve 
the timeliness of operational oversight without 
weakening control.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Investment 
Officer

Focusing on decision-oriented whole-of-
fund risk management (scenario design, risk 
ownership, escalation thresholds) rather 
than primarily report-oriented approaches, 
with tighter ‘decision brief’ outputs that 
synthesize key risk moves and constraints 
for the next TPM/IC forum

Managing total portfolio management 
across public and private assets, including 
practical approaches to look-through, 
lagged valuation impacts, and cross-asset 
exposures, supported by improved mapping 
of private assets to proxy factor/sector/
region exposures between valuation points

Strengthening liquidity, treasury and 
collateral management to reduce structural 
cash drag while maintaining resilience to 
margin and capital call events, enabled by 
stronger early-warning capability based on 
forward-looking views of margin, hedges, 
capital calls and funding requirements

Whole-of-Fund Risk & Scenario Capability 

Developing cross-asset scenario frameworks, factor 
decomposition, and ‘drivers of risk/return’ analysis 
that can be applied consistently across listed and 
private holdings, supported by AI-assisted scenario 
documentation and internal consistency checking across 
committee materials

Liquidity / Treasury / Collateral Tooling 

Integrating forecasting across capital calls, margin 
requirements, collateral eligibility and cash 
positioning, with clearer governance for liquidity 
trade-offs and AI-assisted identification of emerging 
liquidity pinch pathways

Portfolio Analytics for Changing 
Correlations 

Enhancing analytics for concentration, crowding 
and correlation breaks to support diversification 
that remains robust across shifting market regimes, 
including faster detection of factor drift and 
unintended exposure build-up across the whole fund

For Asset Owners, 2026 is likely to reinforce a shift 
from ‘policy portfolio oversight’ to continuous 
whole-of-fund portfolio management. Persistently 
uncertain macro conditions and the risk of 
correlation regime shifts are increasing the value of 
faster, more integrated risk decisions, particularly 
where portfolios combine listed, private, leveraged, 
and illiquid exposures. As a result, more Chief 
Investment Officer (CIOs) are progressing from 
exploring Total Portfolio Approach (TPA) to 
clarifying what it means operationally: decision 
rights, portfolio construction cadence, cross-asset 
analytics, and execution constraints (especially 
liquidity and collateral). 

Funds that can link risk, liquidity and exposures 
in a coherent way will be better positioned to act 
without maintaining excessive liquidity buffers. 
Selective AI application is emerging to shorten 
decision cycles, i.e. converting disparate portfolio, 
risk and private markets inputs into decision-ready 
insights for investment committees.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Data 
Officer

Establishing data as a stand-alone 
capability, accountable for delivering trusted 
data products that support investment 
and enterprise decision-making, including 
improved consumer transparency 
(definitions, lineage, known issues) to build 
confidence in use

Normalizing and aggregating public 
and private asset data to enable whole-
of-fund analytics (entities, hierarchies, 
look-through, exposures, liquidity), 
with AI used to accelerate mapping and 
relationship inference in private markets 
under steward review

Scaling governed self-service (including 
Snowflake/Databricks patterns) with 
improved lineage, observability and 
disciplined correction handling (including 
time-aware approaches where required), 
supported by improved automation of 
metadata capture and documentation

¹Source: Alpha FMC Global Operations Survey

Whole-of-Fund Data Products & Semantic Layer 

Building reusable, well-defined data products and 
cross-asset models that make exposures, liquidity and 
performance drivers comparable across asset types. AI 
can accelerate source-to-model mapping and support 
maintenance of private markets relationships and 
hierarchies, under controlled stewardship workflows

Data Quality as an Operating Discipline 

Automating checks tied to materiality thresholds, 
pipeline observability, transparent reporting of 
quality, and faster remediation loops. AI can detect 
anomalies against investment tolerances and propose 
likely causes based on lineage and upstream changes

Access Enablement with Pragmatic Data 
Governance 

Enabling secure and consistent access patterns (APIs, 
analytics layers, controlled extracts) enabling broad 
use while maintaining governance and consistency. 
AI-assisted governance, discovery and documentation 
can reduce friction for consumers while reinforcing ‘one 
version of truth’ controls

In 2026, Chief Data Officer (CDO) agendas are 
increasingly aligned to a single outcome: delivering 
trusted, decision-grade data that enables whole-
of-fund portfolio management. The move toward 
Total Portfolio Approach (TPA) and tighter decision 
cycles is exposing limitations in fragmented data, 
inconsistent definitions, and weak correction 
handling, particularly where private markets data is 
heterogeneous, time-lagged, and frequently restated. 

Chief Data Officers are evolving the data function 
into a stand-alone business capability with clearer 
product orientation: defined data products aligned 
to investment decisions, explicit ownership, 
measurable quality tolerances, and governed self-
service that increases accessibility without creating 
multiple competing ‘truths’. 

90% of Asset Owners are either already using AI in 
operations or are exploring use cases¹), and leading 
funds are applying AI selectively to accelerate high-
friction work (semantic mapping, private markets 
extraction, anomaly detection) while keeping 
stewardship and accountability intact.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Executive 
Officer

Driving concrete use of AI, data, and automation 
to increase advisor productivity, improve risk 
and compliance effectiveness, and simplify 
operations, with clear governance to improve 
client experience. All Wealth Managers surveyed 
said they were increasing their GenAI budgets 
year-on-year¹

Focusing on digital client journeys and self-
service functionalities to improve client 
experience, regulatory compliance, and reduce 
operational costs

Reviewing the operating model to reduce 
complexity and fragmentation across the key 
systems of the bank to modernize the technology 
stack and create readiness for the future

¹Source: Alpha FMC GenAI Pulse Survey

Earnings Resilience and Productivity

Focusing on protecting and expanding profitability 
through improved relationship managers’ (RMs) 
productivity and lower cost base

Technology, Data and AI

Laying the foundation with high quality data for 
the usage of AI across all functions – ranging from 
improved client experience to lower compliance 
risk and ultimately higher profitability

Future Readiness

Investing in the foundations that secure relevance 
beyond the next cycle. This includes leadership 
and succession, scalable operating and 
technology models, data and AI capabilities, and 
selective inorganic moves or partnerships that 
strengthen the manager’s strategic position

In 2026, the CEO will focus on protecting 
profitability while continuing selective growth 
in a structurally higher cost and regulatory 
environment. Key challenges include margin 
pressure from fee compression, rising compliance 
and technology costs, client expectations for 
seamless digital service, and talent retention. 

Short to medium term priorities center on execution 
discipline. This includes tightening cost control 
without harming client experience, accelerating 
measurable productivity gains, stabilizing 
and simplifying the technology landscape, 
and ensuring clear accountability across the 
management team. 

Longer term, CEOs should prepare for increased 
industry consolidation i.e. M&A activity, deeper 
use of data and AI in advisory and operations, 
a continued shift toward discretionary and 
alternative investments, and higher scrutiny on 
governance, resilience, and operating model 
scalability.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Financial 
Officer

Proving financial returns from AI investments, 
shifting the focus from pilots to use cases that 
deliver clear cost reduction, productivity gains, 
and improved forecasting across the business

Reestablishing margin clarity, creating better 
visibility into profitability by advisor, client 
segment, and service model as complexity from 
growth and acquisitions increases

Strengthening financial governance without 
slowing growth, balancing centralized control 
with flexibility to operate across different 
markets, segments, and regulatory environments

Profitabilty and Cost Transparency

Focusing on clearer views of economics by advisor, 
client segment, and region to support better pricing, 
compensation, and capital allocation decisions

AI-enabled Finance Capabilities

Investing in applied AI across forecasting, expense 
management, and integration tracking, with explicit 
expectations for measurable financial impact

Scalable Finance Governance

Strengthening financial controls, reporting, and 
operating discipline to support continued growth 
without adding unnecessary complexity

Short to medium term priorities (<12 months) 
center on restoring financial clarity following 
several years of growth, acquisitions, and 
technology investment. Chief Financial Officers 
(CFOs) are focused on improving margin visibility, 
understanding true cost to serve by advisor, 
client segment, and service model, and tightening 
financial discipline across increasingly complex 
operating environments.

Longer term trends (1–3 years) include redesigning 
the economics of scale as firms continue to grow 
across markets with different regulatory and 
operating norms. CFOs must help build finance 
operating models that support growth while 
strengthening governance, capital allocation, and 
enterprise-wide decision making without adding 
unnecessary complexity.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Investment 
Officer

Expanding private credit/infrastructure 
access while tightening liquidity budgeting, 
suitability, and manager due diligence 

Hardening stress testing tooling, hedging 
frameworks, and drawdown controls so 
advisors can keep portfolios investable 
through geopolitical shocks

Increasing use of AI for research synthesis 
and risk monitoring, improving speed 
and consistency without weakening 
documentation or compliance

AI-enabled Investment Workflows

Building copilots for research synthesis, 
portfolio analytics, and compliance checks 
to shorten decision cycles while improving 
consistency and auditability

Alternatives Access and Governance 
Platform

Strengthening manager due diligence, liquidity 
budgeting, and suitability controls to scale 
private markets exposure without creating 
liquidity-mismatch or reputational risk

House View and Model Portfolio Factory

Standardizing stress tests (including geopolitics), 
rebalancing rules, and advisor-ready 
implementation guidance to keep client portfolios 
investable and aligned with mandates

Chief Investment Officers (CIOs) will sharpen a 
client-ready house view to navigate less foreseeable 
markets: positioning for gradual rate cuts, 
stress-testing portfolios for geopolitical shocks, 
and tightening governance on model changes, 
drawdowns, and rebalancing. We foresee that 
alternatives will continue to expand —especially 
private credit and infrastructure – while 
strengthening liquidity budgets, suitability rules, 
and manager due diligence to avoid mismatch risk. 
Our view is that cryptoassets will stay marginal in 
most mandates.

Over 1–3 years, CIOs should prepare for deeper 
private-market penetration, more frequent regime 
shifts driven by geopolitics, and increasing pressure 
to evidence outcomes through consistent portfolio 
construction and risk controls. AI integration will 
accelerate in research synthesis, risk monitoring, and 
personalization, with differentiation coming from AI 
that speeds decisions.

Expected areas 
of investment

What are 
industry leaders 
focused on?

TH
E 

B
R

IE
F 

FO
R

 2
0

26

Wealth Managers

26

24



Chief Operating 
Officer

Increasing front office productivity and 
client / asset to advisor ratios through data, 
analytics, integration and automation

Incorporating new organic and inorganically 
acquired capabilities into the operating 
model without impact to cost bases

Exploring new operating models with 
their partners and innovators to provide 
personalisation at scale

Front Office Efficiency

Enabling new ways of working among clients 
and RMs to support higher assets and client 
numbers without impact to cost bases

Integration and Expansion

Integration of new capabilities into the 
proposition and platform

New Operating Model Design

Proofs of concept with vendors to explore new 
operating models suited to a more consolidated 
and commercially tuned market

Chief Operating Officers (COOs) will be faced in 
2026 by a combination of pressures to deliver 
value growth against an increasingly complex 
backdrop. Cost bases have been stubbornly high, 
putting pressure on COOs to explore new models or 
capabilities, while expanding propositions to grow 
organically and faced with inorganic consolidation.

In the short-term, COOs will need to explore 
tactical initiatives to support new propositions, in 
expanded credit and lending activities, increased 
digital and self-directed instruction or in adjusting 
for fee compression by integrating investment 
management and planning activities across 
broadening distribution footprints.

Longer-term, the Wealth Management and Private 
Banking operating model needs innovation to 
provide more personalised service at greater scale, 
making use of the rapid innovation on offer from a 
wider and lesser-known set of suppliers.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Technology 
Officer

Launching Agentic AI and autonomous 
workflow systems that execute multi-step 
tasks and reduce manual advisor work (e.g. 
code generation and testing is the most 
common method for piloting GenAI within 
wealth management firms¹)

Establishing tokenization and digital asset 
infrastructure, enabling new asset types 
and settlement efficiencies

Continuing proliferation of open ecosystems 
and API-driven fintech collaboration to 
accelerate partner innovation

¹Source: Alpha FMC GenAI Pulse Survey

AI & Automation Platforms 

Doubling advisor coverage capacity and reduce 
routine back-office costs by enabling autonomous 
client insights and workflow orchestration

Unified Data & Analytics Infrastructure 

Delivering real-time personalization and 
compliance reporting, improving retention and 
reducing operational risk

Cybersecurity & Zero Trust Frameworks 

Protecting client data and maintain trust amid 
expanding digital channels and third-party 
integrations

In 2026, Chief Technology Officers (CTOs) will 
prioritize operational resilience, client-centric 
digital delivery, and scalable technology 
foundations that drive growth. Near-term focus 
areas include expanding AI and agentic automation 
to increase advisor productivity and elevate client 
insights. Investments in real-time analytics, unified 
data platforms, and frictionless digital onboarding 
will enable deeper personalization and more 
efficient front, middle, and back-office operations. 
Cloud migration and modular architectures remain 
critical to reducing technical debt and accelerating 
innovation. Cybersecurity and embedded 
compliance will be table stakes as digital channels 
and data complexity increase. 

Overall, CTOs will increasingly tie technology 
decisions to measurable business outcomes such 
as lower cost-to-serve, faster time-to-market, and 
differentiated advisor and client experiences.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Head of Wealth 
Management 

Enhancing productivity across 
Front Office teams 

Delivering holistic and tailored advice 
to clients and prospects 

Curating a unique value proposition for 
clients and colleagues alike 

Front Office Tooling  

Leveraging technology to enhance the productivity 
of the Front Office teams and to deliver an enhanced 
experienced for clients (e.g., through data driven insights) 
and colleagues (e.g., automation of manual tasks)

Specialised Sales Teams  

Hiring sales teams to exploit specific opportunities (e.g., 
regional wealth creation in the UK) and capture existing 
market share. Average wallet share for HNW clients is 
~70% but this reduces with higher wealth, highlighting 
opportunities for cross-selling¹

Primary Client Research  

Shaping the proposition for different segments of 
clients (inc. service levels) and curating a unique 
value proposition by engaging clients and prospects 
directly at a regular cadence 

¹Source: Alpha FMC UK Wealth CX Survey

Looking ahead into 2026, we expect the 
competitive environment to continue to intensify, 
downward pressure to remain on fees and as 
seen in 2025, the strategy of firms will likely 
converge around the same themes, challenges 
and opportunities. 

In the immediate term, leaders of the Front 
Office must support and challenge their teams 
to meet the individual needs of their clients and 
prospects. In the medium – long term, clients 
will demand more from their Wealth Managers 
and Financial Advisors, differentiation will be 
key and firms who are slow to innovate risk being 
left behind. As one example, we are projecting 
that digital satisfaction will become two times as 
influential as it is today; this is no surprise as the 
inter-generational wealth transfer is set to gather 
momentum over the next ten years. 

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Growth 
Officer

Incubating the next generation 
of wealth clients

Expanding client segments across 
affluence and geographical regions

Evolving advice and wealth 
servicing models

Deploy Agentic AI Solutions 

Leveraging agentic AI to evolve and enhance the client 
experience, as well as deploying AI and automation to 
drive process efficiencies and improved scalability, to 
improve profitability

Market Viability Studies 

Evaluating priority markets and specific segment 
opportunities through structured viability studies 
to assess client demand, regulatory complexity, and 
distribution models, enabling informed decisions on 
where and how to expand profitably

Customer Service & Hyper-Personalization 

Creating more adaptive, data-driven service offerings 
that tailor advice, engagement, and products to 
individual client needs, preferences and life stages, 
increasing customer relevance, retention and value

In the near term, Chief Growth Officers (CGOs) will 
focus on expanding client segments upward to 
support more affluent and complex clients, including 
expansion into high-growth global markets and 
solutions for globally mobile wealth.

In the mid term, CGOs will prioritize incubating the 
next generation of clients by adapting propositions 
and engagement models to intergenerational and 
inter-gender wealth transfer, building relevance with 
the future holders of wealth earlier in their journey.

In the long-term, evolving advice models will become 
critical, as agentic solutions and logic-based advice 
engines enable “always-on” advice, democratize 
access to financial support, and intensify 
competition for client acquisition and retention.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Risk & 
Compliance Officer 

Ensuring good client outcomes will 
continue to be a key consideration and 
a specific focus on monitoring and 
evaluating these outcomes 

Raising risks associated with business 
demand for more complex products 
and access to Private Markets

Managing Operational Resilience and 
reliance around 3rd party solution

AI & Technology Solutions  

Establishing and testing of AI solutions to 
automate compliance and risk monitoring

Technology Risk  

Continuing investment in risk technology 
expertise to support monitoring of both in house 
and external technology solutions 

Data Management  

Continuing investment and oversight of end-to-
end data management solution from both external 
threats and internal consumption of data 

Looking ahead into 2026, we expect continued 
expansion in the wealth market, driven by 
both organic and inorganic growth, this 
presents pressure on risk and compliance 
functions to manage the change as budgets 
remains squeezed.

In the immediate term we see the risks 
associated with both new technologies such 
as AI and existing outsourced technology 
solutions as presenting the biggest investment 
of risk and compliance’s time. Where 
implementing AI we see regulators expecting 
dual operating models where risk and 
compliance manage two systems to evidence 
that AI solutions is operating as expected.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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Chief Transformation 
Officer

Laying the groundwork for scalable AI 
adoption by strengthening data governance 
and fostering a data-driven culture

Focusing on redesigning client journeys using 
AI-powered insights to create seamless digital 
and human touchpoints that meet rising client 
expectations. Digital experience is projected 
to become twice more important to the client 
experience as wealth passes to the next 
generation over the next 5-10 years¹

Forging partnerships with Fintechs and 
other ecosystem players, enabling open 
architecture approaches that accelerate 
innovation and extend service offerings 
beyond traditional boundaries

¹Source: Alpha FMC UK Wealth CX Survey

AI and Automation 

Embedding AI not just in technology but across 
business processes to drive personalized client 
experiences, optimize operations, and support data-
driven decision-making

Agile Capability and Change Management 

Prioritizing building agile teams and flexible 
operating models that can quickly respond to 
market shifts, regulatory changes, and innovation 
opportunities

Ecosystem and Partnership Enablement  

Developing open platform architectures and 
integration capabilities to support fintech 
partnerships and collaborative innovation within 
broader ecosystems

Chief Transformation Officers focus short-term on 
driving agile ways of working, enhancing client-
centric processes, and managing change to support 
AI adoption and evolving regulatory requirements. 
They prioritize aligning cross-functional teams and 
embedding a culture of innovation and adaptability. 
With the rapid evolution of AI capabilities, they face 
a recurring strategic dilemma: invest now to capture 
early competitive advantage, or wait for the next 
generation of more mature, more powerful modules. 

Over the long term (1-3 years), Chief Transformation 
Officers aims to lead end-to-end business 
transformation by integrating AI-driven insights, 
fostering ecosystem partnerships, redesigning 
client journeys, and embedding data-driven 
decision-making. Their vision centers on sustaining 
organizational agility, orchestrating strategic change, 
and delivering lasting value through holistic, people- 
and process-focused transformation. Every best-of-
breed decision becomes an architectural challenge: 
accelerating innovation today while safeguarding 
platform coherence for tomorrow.

Expected areas 
of investment

What are 
industry leaders 
focused on?
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For more information please contact:

info@alphafmc.com, +44(0) 207 796 9300

www.alphafmc.com

All personas are fictional and no identification with actual persons or organizations is intended or should be inferred.  
Alpha FMC shall not be liable in respect of any loss, damage or expense which is caused by any party’s reliance upon the  
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financial services industry. Alpha combines highly specialist sector-focused 

strategy, management consulting and technology expertise to support 
the client transformation lifecycle. Founded in 2003, it now has over 1,540 

consultants across North America, UK, Europe, MENA and APAC.

NORTH AMERICA | UK | EUROPE | MENA | APACNORTH AMERICA | UK | EUROPE | MENA | APAC

OFFICES ACROSS
CLIENTS SUPPORTED GLOBALLY

10001000OVER1540+1540+
CONSULTANTS GLOBALLY

mailto:info%40alphafmc.com?subject=Alpha%20Outlook%202026
http://WWW.ALPHAFMC.COM
http://www.alphafmc.com
https://www.linkedin.com/company/alpha-financial-markets-consulting

	Letter from our Global Head of 
Asset & Wealth Management, 
Joe Morant 
	Asset Managers
	Chief Executive Officer
	Chief Financial Officer
	Chief Investment Officer
	Chief Operating Officer
	Chief Technology Officer
	Chief Data Officer
	Head of Sales
	Head of Client Services
	Chief Marketing Officer
	Head of Product
	Head of Risk
	Head of Compliance
	Head of Sustainability
	Asset Servicers
	Asset Owners
	Chief Operating Officer
	Chief Investment Officer
	Chief Data Officer
	Wealth Managers
	Chief Executive Officer
	Chief Financial Officer
	Chief Investment Officer
	Chief Operating Officer
	Chief Technology Officer
	Head of Wealth Management 
	Chief Growth Officer
	Chief Risk & Compliance Officer 
	Chief Transformation Officer



